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Tne present legally bvinding contract1oetmeen tne Rnode Island
Board of Regents and tue Rnode “Island Junior College raculty /fisso-
clation lists tne following as duties for the acgnrtuent cnairwan.

"The department cihairman snall:

1. have responsibilty for tne program of tne depart-
ment under the dean,

2. cooperate wvitn uepartment mwembers in planning
programs,

3. evaluate the instructional, administrative processes
of the department and make recommendations to the
dean,

L, evaluate periocically the department members and
report the evaluation as reouircd,

5. recommend appointmants, reappointments, promotions
and disnissals of cdepartaent weinbers,

6. insure that adequate supervision, 4ovice and train-
ing are provided to nev departuent meisbers and
others who migat profit thereirou,

7. generally promote the welfare of tine department and
the collaze by every appropriate means,

8. and carry out such other duties as are set forth
elsewhere by tne College?

ties (2) and (7) are generally in accord with tThe concept of
the department chairman as a spokesman for the departuent. In
such a role, he tries to obtain from the aduinistration approval
for the pro raas whici hio depurtnent desirea, the necessary bud-
Qets, and also promote the vested interesis of each raculty mewoer
of nis department.

Duties (1), (3), (4), (5), (6), and (8) place him in a very
different role - the concent of chairman as tne first level of
the aduinistration-representing tne broader interests of th
College as opposed to tie narrover interests o nis departument,
Indeed, he is placed on tne scnool's organizutioncl chart as
the lowest level of the administrative structure (See Appendices
Ay B, and C).

His role «s an adoinisurator iz furtner cownplicaied by the
fact tnat he is considered a mzwder of the collective vargaining
unit and aust pay dues (agency shor asreement) whetier he desires
voting msiadersuiy or nol.

Historically, the 3C.i001l adainistracion has considered denart-
ment Chdlroen toe first Lline of cdministrotion in det:ling wita
deU¢¢y. Ti:z roie vi drpactmant a,ULbbm-u ovU;,,d godudaly aiud
in 2 iniced Viay OVeI 2 def‘.L(Ju ox Ch\. Lirse ci _,u.h ys. w3 of tue
coiiese's 1ifc.  DB2dny; ooiziuer o The trwrgg:dindii unle fiee ueen

L.

fooob ol L3805 Lo Lotoe L0880 Sww wless whaich Loolloweo ol Jivo.
el it yeouis ol cosiz e rife,
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If @ roenlty member has o grievance azaiast his chairmen,

he must srieve the administration to try to achieve a satisfactory
1resolution. Many departnent chairmen see themselves as rather
"helpless pawns ¥ in this process. /n identity crisis seems to
#ist-is the chairnan prirarily an administrator or primarily a
aepartrent spokesman? llow can he possibly be both as the contract
requires liow can he 10ssibly be an aduinistracor and a wember of
the bargaining unit siumulcaneously? Can he be a department
Spokeswan and a weader of the bargaining unit simultansously?

welther tiie schonl adiiinistration nor the officers of the
faculty association plannad this dilemma. However, they both re-
cognize there arce problecs and wish to provide satisfactory
Solutions just as ardently as do the department chairmen.

J. Victor Baldridge 2 elaborates on the conflicting roles of
the chairmen as adzinistrators and as department spokesmen in the
wew York Universily systexz. Louls W, Bender of Florida State
University (also a Nova Ualversity national lecturer) has also
questioned the progriety of department chairren who evaluate
faculty also being members of the bargaining unit.

The problen seems to separate itself into thiee areas:

1. Is there a conflict between the roles of administrator
and degartment spokesran?

2. Is there a conflict between the roles of adiinistrator
and faculty member of the collective bargaining unit?

3. Is there a conflict betwieen the roles of department
gpokiesian and faculty member of tihe collective berg-
aning unit?

vhould any of thc above problem areas bz found to exist, it
nR2lessary oo piazoint the sgecific nzture cf the conflict
a3 c

-~ 3 R
an ca rasclved.
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$

The role of tiie degartuont ciairuen 1o begjlming o be regos-
nized as being a vital lin: in college sovernwnce. wocheulfer 7
maed the following coints:

1. the department chairzan in an educational institution
is the-point vhere Jood supervision, manzgement, und
administration must begin.

2. a lack of understanding of tae chairman's role has
led to a neglect of the position and a subseguent
weakening of the managezent structure of the in-
stitution. .

3. the various roles the chairrman is eipescted to play
must be clearly defined in such a way that roles do
not conflict.

In a survey of two-year colleges in New Yorii, Blomerley b
found that in 78 of the departments, the chairman e:iierted tae
major influence in departmental decisions. In another 165
faculty and chairman influence was about equal, and in &, the
chairman exerted complete control. The influence of each could
be further brolken down by area as follows:

1. curriculuz and text selection-faculty influence strong.

2. pronmotion and retention-grimarily influenced by the
chairman.

3. goals, student relations, and interdepartment rela-
tions-equel influence of faculty and chairzan.

Thne greater the faculty influence in each college, tiie nigher the
faculty morale was in gencral.

Darkenwald? points out that chairmen are torn by decision
making conflicts betueen professional and bureapcratic subsysteus
in typical colleges and uwniversities. Lomdardi Surthar anal-
yzes the dusl role (opockesuan and adzministrator) that chairzen
play «nd exzlores alternative mogels of departmental organization
whicli atteunpt to reduce separatisz witidn tac ccllegc.

Smith 7points out that much researci has alrezdy been doae
to clarify tre roles cf the nresident and the dezn, but very little
Lhias occurred conceraning the devartzeat Cieirnan. The depart-
mont chalrzan wents aad needs roie clarificatica. In his survey
of roles that cuairzan are often coipected to pley in Micnizzn
community colliezes, upper cciuclon acduinistretors, fuculity, und
chairmen tiucumsclves cunlot egree oa wnat Shoe chairnen is supposed
€0 4o und not to do.

~
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;derou becawe a departien: chalrzan feeling that faculty
showld be wore involved in decision malking and left the chairzan-
sialp four years later feeling the opposite. lle delines democratic
p-uraﬁiud as adninistrative willingness to turn over decision
hun-na to faculty anl try Lo urrive at a consensus. Objections
to damocratic ,lural-um conuxut of tae following:

1. The departzent tends to serve itself, not educational
needs.,

2. Waen adninistration needs to maiic a decision where
consensus is not possible, it usually evades the issue
and exacerbates the sroblen.,

3. To offer something for everyone, high sounding general-
ities are nade waich are vague on critical points of
application.

In this atoosghere, the chairman is cften faced witan the
following uncertainties

1. The administration wents "our man in the department"
to act as a transmission belt to project its point of
view. le is supposed to keep the peace if this point
of view is not favorably received. Can he?

2. His department faculty expect hinm to get everything
that they wan: fron the administration. This can
irritate the administration. Is this good?

3. His rmost icportant and difficult role is to evaluate
faculty. What standards can he use? Iust he rely only
on student and faculty acarsay? Must he rely on
complaints or the absence of coxplaints? What reasons
are sufiiciecnt to award merit or to fire?

Ldaards concludes by recommending that chairmen be consid-

ered a zart of managemzat and that administration and faculty
bar;a-n yolitlcall" aq t0 %who has autnority over what; the results
¢l bargazining sihoculd be clearl upnlled out in tire contract.

Tlis woulid be difficult for zany, but hie IJeels that at least it
wcould D2 hcnest coopared to the preseat gystex.

t is aoped that the rsader is now convinced that the lack
larity of roie for departmsnt ciaairmean is a majer problen
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grocaedures

A questionnaire concerning thae eignt dutics of the departient
chairmen as enuc-erated in the contract was subaitted to all chelir-
men within the Arts and Sciences Diviscion, the ilwsing Division,
and the Vocational-Tecinical Division. They responded as to whether
they (1) agreed, (2) dicsagreed, (3) could functioa with or with-
out the duty, or (&) had no opinion, on cach of the eight duties.

In addition, a ninta question asiied how they felt about being in
the tecachers' bargaining uwnit. To receive frani: responses to the
yuestionnaire anonymity was provided (See appendix D).

Interviews followed the responses to the questionnaire. 0f
particular interest werc those advocating any of the following:

1. both the aduinistrator and spolkesman roles,
2. both the administrator and bargaining unit roles, and
5. bothh the spoiicaman and barzgaining unit roles.

These people were asiied how tuey resolve the apparent conflict
of these positions in their own wminds.

Recommendations for contract changes were made only after using

the above data in conjunction witi a thorouzn literature searcin

and consultation withh aduinistrators and selected faculty at Rhode
Island Junior College, officers of the RIJC Faculily Association,
staff and lezal counsel of tine Raode Island Education Association
(an affilate of NEA), Nova national lecturer wnouis V. Benier, and
and several depuartment chuiruen and aduinistrators of nearby coi-
mundicy colleses.

1t wus assuied that clhie eight contracturally enumerated duties
rlus memocrsuipy in the collective bargaining unit would eabrace
all the conflicts in roles tuat deparciaent chairuen presently feel.
If otiuer conflicts were perceived, tae chairunien cculd state tinem
ac the end of tite uuestiomnaire oo in tue follow-ur interview.

Tie yussticnnaire vas not circulated to non-chairaan iaculiy
I To upper echelon adminiscracors. Wicn the wealth of adminis-
travor aad faculty ogsinicn on what a cuairman should be and a
deartis 0f departnacni cilairman opinion on thne same supnject, it was
feic that the chadirian view snouid be ueard predoisinently in this

o
v
a3l
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nesulcs

The final cvabulutions on the nine-item questionnaire are
snown in Tables 1, 24 3, and & wnicli comprise the next four pages.
All three divisions' cunulative totals, the Vocational-Technical
Division, tne hursing Division, uand the Arts and Sciences Division
(in that order) are tabulated separately.

All fowr chairmen in tne Vocational-Technical Division and
all four in the Nursing Division (including one assistant chair-
man) responded. Eleven of the twelve chairmen in Arts and Sciences
responded. Thus 1Y of 20 possible returns were received.

Respondents were v%stually unanimous in supporting six of
the contracted duties. These are:

1. "have responsibility for the program of the department
under the dean, :

2. cooperate with department members in planning programs,

3. evaluate the instructional, administrative processes
of the department and make recommendations to the dean,

4. evaluate periodically the department members and report
the evaluation as required,

5. recomnmend appointments, reappointments, promotions,
and dismissals of department members, and

6. generally promote the welfare of the department and
the college by every appropriate means.

Cn evaluation, one chairman stated "I am not convinced that
an accurate method of evaluating teaching effectiveness has been
developed yet., The only way to measure effectiveness is to be
able to measure both input and output accurately, and this has
not been accomplished to my satisfaction yeteeeeeooosees I
believe in peer evaluation as the most productive method available
to date, although I realize that it has its weaknesses also."
When he mentions the necgssity to measure input and output, he is

" in agreement with Cohen,?t

Another remariked that evaluation and recommendation "are
of little value Decause promotions are automatic based on long-
evity-no merit involved." On a more positive note, another
said that while evaluation takes many days in a large department,
"the cooperation of the department members makes it easier and a
roevardinz expezriencs,"

Y
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TARLE 1
All Three Divisions
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Juestionnaire

For each of the following items, please use the following letter
code in filling in the blank space which precedes each item:

- agree....]l feel this is a proper role for chairmen.

- disagree..l don't see this as a proper role for chairmen.

- don't care much one way or the other...I can function
with or without this role.

"The Department Chairman shall:

have responsibility for the program of the depart-
ment under the dean,

cooperate with department members in planning
programs,

evaluate the instructional, adninistrative, proc-
esses of the department and make recommendations
to the dean,

evaluate periodically the menbers and report the
evaluation as reauired,

reconmend avcointments, reappointments, promotions
and dismissals of department memoers,

insure that adeguate supervision, advice and train-
ing are provided to new department members, and
others who rigat profit therefrom,

generally oromote the welfare of the department
and the College by every appropriate means,

A

B

C

D - no opinion.
A B C D
19 ° 1.
19 2.
19 3.
18 1 L,
19 5.
16 2 1 6.
19 e
115 2 1 8.

carry out such other duties as are set forth else-
where by the College."

You are now a neamoer of the:faculty bargaining
unit aad you are reoresented by the RIJC rFaculty
Association. Given your choice, would you liXe to
reinain o renber of this harzsaining unit®

~biila



-8 -
PABLE 2 BEST COPY AVi.LIBLE

Vocational-Technical Division

NQuestionnaire

For each «f the following items, please use the following letter
code in filling in the blank space which precedes each item:

A - agree..l feel this is a proper role for chairmen.

B - disagree..I don't see this as a proper role for chairmen.

C - don't care much one way or the other..I can function
with or without this role.

D = no opinion.

"The Department Chairman shall:

&I
I
Q
o

1. have responsibility for the program of the depart-
ment under the dean,

2, cooperate with department members in planning prograns,

3. evaluate the instructional, administrative, processes
of the department and make reconmmendations to the
dean,

3 1 4, evaluate veriodically the department members and
report the evaluation as required,

[ 5. recommend appointments, reavvointments, promotions
disnissals of devartment members,

3 1 6. insure that adequate supervision, advice and train-
ing are provided to new department members, and
others who might profit therefron,

4 7. generally promote the welfare of the department
and the College by every appropriate means,

2 2 8. carry out such other duties as are set forth else-
where by the Collegz2."

2 2 9. You are now a member of the faculty barzaining
unit and you are represented by tne RIJC Faculty
Association. Given your choice, would you like
to ra2main a menber of this bargaining unit?
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Lursing Division

"uestionnaire

For each of the following items, please use the following letter
code in fillirg in the blank space which precedes each iten:

A = agree...l fzel this is a proper role for chairmen.

B - disagree..I don't see this as a piroper role for chalrmen.

C - don't care much one way or the other..I can function
with or without this role.

D - no opinion.

"The Department Ch~irman shall:

&>
oo
e
Ic

1. have responsibility for the program of the depart-
ment under the ilean,

2. cooperate with department members in planning programs,

3. evaluate the instructional, administrative, proc-
esses of the denartment and make recommendations to the
dean,
4 L. evaluate periodically the department members and
report the evaluation a3 required,

L 5, recommend appointments, reappointments, promotions
and dismissals of department members,

L 6. insure that adequate supervision, advice and train-
ing are provided to new department members, and
others wno might profit therefronm,

L 7. generally promote the welfare of the department and
the College by every appropriate means,

Ol
-—
09]
.

carry out such other duties as are set forth else-
whers by the College."

2 2 9., You are now a member of the faculty bargaining unit
and you are represented by the RIJC Faculty Assoc-
iation. Given your choice, would you like to remain
a rmember of this bargaining unit?
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Arts and Sciences Division

vrestionnaire

For each of the following items, please use the following letter
code in filling in the tlank space which precedes each item:

A - agree..I feel this is a preper role fcr chairmen.

B - disagree..l don't see this as a proper roiLe for chairmen.

C - don't care much one way or the other..I can function
with or without this role.

D - no opinion.

- "The Department Chairman shall:

- >
fee
Q
I

1 1. have responsibility for the program of the depart-
ment under the dean,

11 2. cooperate with department members in planning
progranms,

11 | 3. evaluate the instructionz2l, administrative, proc-
: esses of the departnent and mak2 recommendations
to the dean,

11 L, evaluate periodically the department members and
report tha evaluation as reguired,

11 5. reconmend ap301ntne vts, reanp01n.nents, premotions
and dismissals of devartment menmbers,

9 1 1 6. insure that adequate supervision, advice and train-
ing are provided £o new department members, and
cthers wno nigiht profit therefrenm

11 7. generally nromote ha welfare o the departmant
and the Colliege .y every appronriace maans,

(e
\N
-
Y
D
.

rry ouc sucih other dutl a3 are set fortn el
wh :re by the College."

W
(o)}
-
-
\0
.

You are now a memver of the faculty bargaining unit
and y2u are reprasanted by the RIJC Faculty Asszoc-
iation. Given your choice, would you like to remain
a memker. of this aro-"nl g ounit?




S BLSI €00 . winidolE

Only twvo respondencs dinn 2 i
"Winsure that adenutbe surervision, ad
t0 new departzment menmbecrs.," Lalle ont would delegate thot respon-
sibility to a senior department nenmber, another dismissed such a
role by saying "College facully wembers who need sunervision and
training are not qualified to be collzge cducators.”

th tiie duly of chairmen to
vice, and training cre provided

Q@

*ive people obJjected to "carrying out cuch other duties as are
set forth elsewhere by the collese" as being either too general, too
vague,: or too .open-ended.

Opinion concerning vhether or not to be members of bargaining
unit split nearly egual-saven for and eizat agaiust-so this item
will receive the most attention. It is obviously the most signi-
ficant problem. .

Those supporting membership used the following arguments:

* "As long as department chairmen have a teaching
role, they are members of the faculty."

* I don't feel I could adeguately renresent ny
departrent if I felt unhappy being in the
faculty bargaining unit."

Those opposing membership in the barzaining unit were more
vocal. A sample of the comments follow:

* "We a2re neither fish nor fiwl as it is set up
now; we have no real authority in either bracket."

* "Realistically a depnartaent chairman is part of
management. Under the present structure he is
in an aw.trard position.”

* "Dapartmant chairmen should be identified with
administration il they are to carry out the
responsibilities listed abcve."

* "Pha departnent chairman is »art of the adminis-
tration and as such should not be 2 member of
the faculty bpargaining unic." :

* "is far as I anm concernad, the department chair-
man has not been represanted by either the
Ascocimtion or the Adminisiration-we are in a
group that falls somewhere in between."

* "Dvidently the department chairmesn have not been
well represented by the barzoining unit."

Louis V. Bender (llova University national lecturer) believes
chairmen cannot succ=23sfully be both evaluators of faculty and be
the otj2ect of a grievanze fil=ad by a faculiy menmbsr when both are
nemovers of the sane bargaining unit.
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At this tine, both upper ecielon administrators at RIJC and
officars of the RIJC Faculty Association believe they have satis-
factorily achieved a good set of duties for chairmen through the
barzaining process. They admit, however, that chairman input on
Ehis nmatter has not been vigorously sought. Also, doubt has bLeen
cxpressed as to wno should represent the chairman in a grievance
filed by a faculty wember directed against the chairman.

Nearby schools also have this problem,although some have
resolved it in one of the following ways:

1. The chairman is an administrator and is not
a member of the bargaining unit.

2. The chairman is a department spokesman and a
menber of the bargaining unit. Department
policy is decided by department members by
majority vote. The chairman administers
that policy. Evaluation of faculty is done
by an assistant dean or some other administrator.

Tne executive szacretary and the legal counsel of the Rhode
Island Education Association (RIEA) have both expressed the desire
that department chairmen remain members of the bargaining unit
as long as they continue to have teaching duties. Otherwise, the
chairmen would not have access to due process in action taken
against them relative to their teaching and related faculty
assignments.

This RIFA point of view further holds that, if action is
taken against a chairman because of his administrative function,
he snould be represented by the upper echelon administration or
their lezal counsel.

)
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Recomnmendations

Department chairmen presently have three separate roles to
perform in carrying out their eight contractual duties. These
roles are:

1. administrative,
2. representative of devartment (spokesman), and
3, teaching,12

It is unlikely that serious attention will be given by upper

echelon administration or the bargaining unit to dropping any of
these roles. It is also unlikely that the bargaining unit will
cease to exist. How then can the conflict among these roles felt by
chairmen be resolved?

Tne author recommends that the chairman remain a member of
the bargaining unit (his teaching role keeps him a member of the
faculty):; however, adequate safeguards nust be instituted so that
he has complete protection of due process in any accusatory pro-
ceeding directed against him. Due process is assumed to be the
right of any individual and it is further assumed that we must
vigorously provide it.

How can such protection be provided when, on one hand, the
chairman may have a grievance directed against him by a faculty
member, and, on the other hand, he may be threatened with loss of
chairmanship by the upper echelon administration? The contract
also allows for his removal as chairman if a majority of the faculty
in his department petition for such removal,’2

The dilemma of who provides due process can be rcsolved by
providing different sudport dependinz upon which chairmansnlp
role is being attacked. This can be achieved as follows:

1. If the chairman is under attacik because of an
adninistrative decision, he should receive the
backinz of administration (or its legal counsel).

2. If the chairman is threatened by the upper ech-
elon administration beczuse of his stronz ad-
vocacy of his department and its wishes, he
should have th2 backinzg of the bargzining unit
(or its legal counsel).

. if the chairman is accused of any shortconing
with respect to his teachinzg function, he should
have access to protection by the barsaining unit.

i, If the chairman is dismissed from the chairasanshin
by the Presidant, his apnezl (should he desire it)
snould have tihes suppvort of the bargaining unit.

5. If thz2 chairman has a petition directed against
Him by faculty within his department asking for
his dismissal, his avopz2al (should he desire it)
shiould raceive the support of the administration,

A\l

-
>
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Removing the chairman from the bargaining unit has been re- -
jected because, as a teacher, he can have action talien against hinm
by administration. Dropning some of his administrative responsibil-
ities has been rejected because- the added expense ©to provide ex:ra
layer of administration is pronibitivz. Tnec added administrative
layer might also gererate enou;sn paper work for faculty that it
could detract from the educational process.

Finally, the idea of a separate bargaining unit for depart-
ment chairmen is not found to be advisable for two reasons:

1. The administration would have to use extra time
bargaining with two groups of faculty instead
of just one. The final agreements would have
to be consistent with each other in areas such
as teacning duties and teacher rights.

2. Two bargaining units are an unnecessary duplic-
ation. The chairman can be completely protected
by administration or faculty bargaining unit-
the one selected depsnding upon which functional
role is under attaclk.

In order to follow taese recommendations, the administration
and faculty barzaining units nust agree quite clearly on what
functions a chairman must perform and spell them out quite sdpec-
ifically in the contract. It must further be stated which functions
are adninistrative, which are department spokesnan, and which are
teaching.

If this is done, all parties concerned will know when the chair-
nan is to bz backed by the adminiztration and when he should be
supovorted by the faculty bargaining unit.
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12 DEPARTMENT CHAIRMEN:

: ‘ FTE
DEPARTMENT FACULTY
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Business : 12
Chemistry S
. Educational And Spcial Services 6 -
English | 38
Foreign Longuage§ 11
Mothematics ' - 18
Music é
Physics o é
Psychology And Counseling
Psychology 14
Counseling 8
Social Sciences 22
185

ERIC

Full Tt Provided by ERIC.
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. ~
D2ar Derartmoni Chairoszns

A0 prazeatly mirobislisting in a course in college
sovziannteg, €n2 of g csurs: roguircionts is to do a
Tosearsi rarar involving zaonle who ar: prossatly nrofessicn--
231y coployed in sonn phase oY college zovernance.

vy chinssn tonic is Th2 Role of tha Denart=msnt Chairman

iz fsvornance at Dhede Islznd gunior CEilegg. Your aclp in
gavasoing tna rasearca daca necesdary o completa tals paper
a5 tIan approved bf vour divisiocaal daan. Ybur answers will

2 conaider cd co‘? dontial and omd y tha statistical tctals

will T2 used in feorrulatizng wmy report.
A3 I see it, ycu have b2er randatad three differsnt
TW2es of roles that veu are sipectcd €o rerform:

first level of college 2dministration,

e

2. represeatative (spokestan) for department in
any natition ©o aumznis »atien, ,

3. zez:arahva in the cultv and renresentaulon

ty ths 2IJIC Favulty Associatica.

™2 “L““O’c o2 Thiis study is to ce2 if you are cone
fortable witn all <Thkrz2 reoles, and, if not, wacre you see
ﬂcnflic;. vhat roles would you like to see drepred or med-

‘&'
~
—lv'o

To keep your answers to this questionnaire angitymous,
please do not sign it. Flacs it in zn interoffice envelops
and seni it 20 [~1ight Decker, Physics Dept, Warwick campus,
If you slacs your nams on 2 separate sh~¢= of *oger in %
envV2lopz, I'll know ycu hava cna2n2C it and T won't Tug
yau about it. But at the rcam2 tine, ;cur ansvers will recain

2NONYMOLS.

Since this will be an action orisaied research raper,
i orastrusiive chino will prokably Ztalke nlace with your
;h;;“u:;_hgving.g vitar innul, Considasr vour answers care-
Zullys 5_33;3 Tke chenges that _-3u" 311 Te helpiul to
eu iszion.

~omeaareIlt thaniis for yewr cooncration in this matter.

UNIVERSITY OF CALIF. ( . .
LOS ANGELES < ;'/7’/?7 % Ry

L 1976

CLEARINGHOUSE FOR
JUKIOR COLLEGE .
INFORIMATION sk



